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The primary intent of this study is to examine the perceptions of
staff members at the Women's Diversion Center concerning stress, turnover
and staffing as they attempt to discharge their respective tasks.
The prevalence of stress and its related factors play a significant
role on the staff members particularly in the field of corrections. Con¬
sequently, stress management strategies are vital elements to adopt for
the amelioration of stress. The findings of this research illustrates
the importance of participation in decision-making, adequate staffing,
atmosphere of cooperation and open channels of communication coupled with
effective health maintenance for staff members.
The main source of data were obtained from the writer's first-hand
observation of the phenomenon. Personal interviews were conducted with
staff members, in addition, a survey instrument was administered orally.
Also, a wide variety of secondary information such as books, journals,
periodicals and internal WDC records was used.
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I. INTRODUCTION
Stress has been identified as a leading cause of emotional and
physical disorders contributing to the malaise of modern industrialized
societies. Defined as an automatic physical response to a danger or
demand, stress is especially prevalent in the work environment. It has
been conservatively estimated that stress-linked employee problems cost
the United States $142 billion annually.1 The prevalence of stress-
related illnesses, high absenteeism and job turnover, abusive consumption
of food, alcohol and tobacco, low morale, excessive use of compensation
time all help to illustrate the concerns proliferated in occupational
stress. In recent years, the emergence of stress and stress management
issues has developed into a myriad of ramifications for the delivery of
human services. This is especial ly true for correctional personnel in
the public sector.
Various human service occupations have been identified as susceptible
to stress. For example, work that involves responsibility for people is
significantly more likely to lead to coronary heart disease than responsi¬
bility for "things."2
Ik. Albrecht, Stress and the Manager (Englewood Cliffs, NO: Prentice-
Hall, 1979), p. 27.
2w. I. Wardwell, M. Hyman and C. B. Bahnson, "Stress and Coronary




Ultimately, public sector employees represent a vital and costly resource
to an organization; thus, each organization must address the problems
associated with stress by developing methods of coping with and/or pre¬
venting stress.
In the course of an internship assignment at the Women's Diversion
Center, the writer observed some factors that impede upon the Center's
ability to function smoothly. Specifically, these factors are; (a)
stress, (b) turnover, and (c) staffing.
The purpose of this study, therefore, is to examine the perceptions
of the employees concerning the above stated factors as they attempt to
discharge their respective tasks.
II. THE PROBLEM AND ITS SETTING
The Women's Diversion Center (WDC) is a 24-hour community based
residential treatment facility under the auspices of the Department of
Offender Rehabilitation, State of Georgia. The primary function of the
WDC is to house offenders who do not require the intensive supervision of
incarceration, but who could benefit from an atmosphere of heavily
structured supervised probation. The Center officially opened its doors
on March 31, 1980. This was the first state operated Women's Center of
its kind in the nation. Figure 1 shows the organizational structure of
the facility.
The Center houses a maximum of twenty-four women whose program and
treatment plans are coordinated by a highly trained staff. The Center is
geared to achieving behavioral, economic, educational and/or vocational
objectives. All staff members are trained in specific areas; i.e.,
administrative, secretarial, counseling, security, food service and
medical. At the same time, staff members perform various job functions
that are assigned to them occasionally. The duration of stay at the
Center is a minimum of four months contingent upon the resident's ability
to abide by the rules and regulations of the Center.
Internship Experience
The writer was assigned to the position of Assistant to the Superin¬




ORGANIZATIONAL CHART OF WDC
Source: Women's Diversion Center Handbook, p. 17.
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30, 1982. Specifically, the writer performed various functions such as
counseling, teaching, administrative and security responsibilities. The
writer also reviewed the Center's annual budget; analyzed intake evalua¬
tion of offenders and participated in the activities of treatment teams.
In addition, the writer taught Consumer Education, handled disciplinary
problems, conducted body and clothing searches as well as obtained and
tested urine specimens for drug and/or alcohol content. The writer also
participated in a training program on enzyme immunoassay technology wiiich
led to her certification as an EMIT operator by the Syva Company.
Statement of the Problem
In April of 1982, the Women's Diversion Center was partially destroyed
by fire. As a result, the facility was severely damaged and a tremendous
amount of stress was imposed on the employees. For example, staff members
complained of headaches, fatigue, increased blood pressure, rapid heart
beats.
Admittedly, employees in correctional facilities suffer from a lot
of stress. During the writer's internship, many of the employees canplained
about their work environment and the level of stress within it. This
prompted the writer to undertake this study in order to ascertain the
impacting of employees to stress factors at the WDC.
III. REVIEW OF THE LITERATURE
In recent years, the proliferation of stress related issues and
their potential impact on morale, efficiency, psychological, psychosocial
and physical maintenance problems underscores the importance of the
development and implementation of stress management approaches for correc¬
tional personnel and administrators.
Stress has been defined as "the nonspecific response of the body to
any demand placed upon it."l For example, muscles tighten, the heart
beats faster, and blood pressure rises, all signaling an age-old survival
response in the individual. These reactions serve a valuable purpose by
adding extra fortification necessary to fight off danger or to flee from it.
In the definition of stress, two important distinctions must be
made. First, each individual responds differently to stress. Reactions
may vary from physical problems to psychological manifestations. Second,
the definition implies that a person assesses an event as a threat to his/
her well being or self-esteem before it actually becomes stressful.2 Hence,
what is perceived as stressful for one individual may not be for another.
Hans Selye, the leading authority on modern stress with numerous
publications to his credit, advocates analyzing stress in wholistic terms
^Hans Selye, Stress Without Distress (New York, NY: J. B. Lippincott
Company, 1974), p. 14.
2john C. Moracco, "Stress: How Corrections Personnel Can Anticipate,




as an integral part of life. Therefore, embrace stress should be in a
more positive manner. Selye further proposes that stress causes the
activation of the General Adaptation Syndrome, be it negative (distress)
or positive (eustress) stress.3 Therefore, the body cannot differentiate
between positive or negative stress.
An example of the effects of positive and negative stress is illus¬
trated by the Holems-Rahe Social Readjustment Rating Scale comprised of
43 events which cause change in people's lives. These events range from
marriage to divorce, from birth of a child to death of a loved one.4 The
scale does not make a distinction between positive and negative events;
consequently, bodily reactions are similar and based only on change.
Individuals when confronted with stress, go from mental and physical
equilibrium to a state of disequilibrium. The General Adaptation Syndrome
is an attempt by the body to regain physiological balance, the fight or
flight response.5
Mentally, an individual can consciously attack, compromise or withdraw
from the problem. On an unconscious level, individuals use defense
mechanisms such as rationalization, denial and projection to deal with
stress.6
Stress reactions cannot be entirely eliminated; yet, individuals can
and should monitor them. Coupled with effective stress management skills.
3selye, Stress Without Distress, p. 14.
4james T. Reese and Deborah K. Bright, "Stress Management: A Pro¬
active Approach," The National Sheriff (June/July 1982): 7
Sibid. ■
6h. P. Lauqhlin, The Ego and Its Defense (New York, NY: Jason Aronson.
1979), p. 10.
8
staff members in correctional settings can learn to perform their tasks
at an optimal level and ultimately, reduce stress-linked dysfunctions.
In the area of corrections, few studies have addressed the nature of
stress for the workers. One of the earliest corrections studies focused
on the stressfulness of prison on inmates.7 The results indicated that
inmates had normal blood pressure levels while correctional officers had
significantly higher levels. In 1975, New York State examined disability
leave in the Department of Corrections and correlated heart problems,
alcoholism and emotional disorders to stress.8 In the analysis of rela¬
tionships between line and staff, correctional officers consistently
respond that their most prevalent source of stress emanates from organi¬
zational administrative problems.
Jacobs and Retsky conducted a study in which they demonstrated the
stressfulness of relationships not only between inmates and officers but
among officers and their superiors as well,9 Although, the attributes
unique to corrections can cause a special source of stress among its
staff members; findings of occupational stress are surprisingly uniform
in their conclusions. For example, Margolis, Kroes and Quinn found that
irrespective of occupations, lack of participation in decision-making is
the most substantive source of stress affecting the worker and this was
7w. C. Alvarez and L. L. Stanley, "Blood Pressure in Six Thousand
Prisoners and Four Hundred Prison Guards," Archives of Internal Medicine
46 (1930): 112.
^New York State, For a More Humane Approach to Employee Disabilities
(A1bany, NY: State of New York, 1975), p. 19,
^J. B. Jacobs and H. 6. Retsky, "Prison Guard," Urban Life 4 (1975)
25.
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highly correlated with low self-esteem. 10 Additionally, in 1979, Lombardo
conducted interviews with 50 correction officers randomly selected who
identified three general areas of stress in their occupational profession:
inmates, powerlessness and poor communication.H
The role of the correctional officer has become increasingly complex
as well as stressful in nature. Cheek and Miller contend in a landmark
finding that organizational administration was perceived by officers as
more stress-provoking than job demands.12 In a sample of 143 state and
county correctional officers of various ranks and lengths of service in
New Jersey, the authors analyzed the nature of correctional officer stress,
its cause and consequences in addition to coping techniques utilized.
Additionally, this study reported a higher incidence of hypertension,
hay fever, ulcers, heart diseases, diabetes, gout, gall bladder problems
and hypoglycemia for correctional officers than a sample of police officers
surveyed.13
Congruent findings in occupational stress indicate role conflict,
lack of autonomy, absence of structural support and poor self-image as
underlying causes. In a comparative study of custody-oriented and
treatment-oriented prisons, Cressey noted that the inherent stressfulness
10b. L. Margolis, W. H. Kroes, and R. P. Quinn, "Job Stress: An
Unlisted Occupational Hazard," Journal of Occupational Medicine 16
(October 1974): 659.
11l. X. Lombardo, "Occupational Stress in Correction Officers:
Sources, Coping Strategies and Implication," paper presented at Annual
Meeting of Criminal Justice Sciences, Cincinnatti, OH, 1979.
12f. E. Cheek and M. D. Miller, "The Experience of Stress for
Correctional Officers," Journal of Criminal Justice 2 (1983): 105-120.
13lbid.
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of corrections was due to the existence of contradictory directives
resulting in role conflict and was present in each type of institution.14
Conflicting organizational goals of custody versus treatment places the
correctional officer in a double bind situation. Clear cut goals and
objectives must be obtained and implemented to alleviate one of the major
causes of occupational stress in corrections.
Extensive research conducted by noted psychologist, Christina Maslach
identifies the "burnout syndrome" in human service occupations including
corrections.15 Maslach studied a diverse group of people working in the
helping profession. She concluded that when women workers were unable to
cope with the inherent stress of their jobs, burnout occurs. Feelings of
empathy and concern for the clients are lost. The delivery of human
services to people becomes a cycle of dehumanizing treatment.
In addition, burnout plays a major role in absenteeism, low worker
morale and high job turnover.15 Equally important, burnout correlates
with other detrimental indexes of human stress including marital conflict,
alcoholism and mental illness, especially prevalent for workers in law
enforcement and corrections.1^ To conclude, Maslach's findings suggest
that such dysfunctions are significantly a consequence of job stress
rather than personality factors.
14d. R. Cressey, "Contradictory Directives in Complex Organizations:
The Case of the Prisons," Administrative Science Quarterly 4 (April
1959): 115.





Additional research in the field of occupational stress had shown
that men and women become stressed for different reasons. A recent
University of Nebraska study involving 148 professionals in a variety of
fields concluded that men and women have distinct differences when pri-
oritizing causes of on the job stress.18 For example, men rate uncertainty
as most stressful while women feel that a heavy workload is the worst for
them. The top causes of stress for men and women are as follows:
Men Women
1. uncertainty 1. heavy workload
2. lack of control 2. lack of control
3. heavy workload 3. inability to manage time
4. other people 4. uncertainty
5. interpersonal stress 5. other people
6. lack of feedback 6. interpersonal stress
7. ambiguity 7. conflict
8. conflict 8. lack of feedback
9. inadequate resources 9. incomplete job information
10. inability to manage time 10. ambiguity
11. incomplete job information 11. inadequate resources
Stress and coping with stress in organizations are becoming significantly
important issues in both academic research and organizational practices.
Sethi and Schuler have cited four major reasons why stress and coping
with stress in organizations are prominent topics of discussion and
research.19 First, the World Health Organization defines "health" as the
presence of physical and psychological well being. With this definition,
research indicates that stress can be dangerous to one's health. Major
health hazards associated with stress in organizations include neuroses.
18"Stress Affects Men and Women Differently," Glamour, August 1986,
p. 130.
l^Amarkit S. Sethi and Randall S. Schuler, Handbook of Organizational
Stress Coping Strategies (Cambridge, MA: Ballinger Publishing Company,
1984), p. 1.
12
asthma, high blood pressure, backaches, coronary heart disease and the
related use of alcohol and drugs. Parallel with an increased susceptibility
to medical illness is the likelihood of the development of on the job
acci dents.
Second, the financial impact of stress related illnesses is overwhelming
for the organization as well as society on the whole. Third, organizational
effectiveness can be heightened only when an organization evaluates itself
on the basis of employee satisfaction, health, accidents, turnover and
absenteeism, in addition to efficiency profitability and productivity.
Fourth, legal compliance and workers compensation are themes with profound
impact on organizational stress. According to the Occupational Safety
and Health Act (OSHA) of 1970, organizations are legally responsible for
the presence of stressful conditions. Ultimately, both organizations and
individuals need commitment to foster effective stress management develop¬
ment. 20
Given the inherent nature of job stress in corrections, research
suggests that a comprehensive approach to stress management must be imple¬
mented in order to render the strategies effective. The causes of job
stress reside within the person and within his/her work environment.21
Strategies designed to change the physical condition of the individual
include proper diet, sufficient sleep, exercise and a variety of activities.
Ultimately, the most important method to utilize in preparing physically
for stress is eating well-balanced meals.
20ibid.
2lMoracco, "Stress: How Corrections Personnel," p. 23.
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In psychological terms, individuals can practice time-out.22 Tradi¬
tional methods of time-out can involve attending professional conferences,
workshops and other development opportunities.23 Research has also shown
that effective time management is imperative to minimize occupational
stress.24
Many relaxation techniques can be utilized for reducing stress and
preventing its occurrences. One method for relaxation studied is called
Personal Quiet Time. The Personal Quiet Time is defined as a personalized
method for enabling a person to become physically, emotionally and mentally
relaxed.25 Practiced in a sitting or lying position, this technique can
be done for 10 to 20 minutes, two times a day. Visualization comforts
the strain of stress by focusing on a pleasant scenario and relaxing each
muscle group in the body. Soothing music and environmental sounds can
enhance the relaxation process. Studies in sleep and relaxation indicate
that relaxation techniques, when practiced, produce different physiological
reactions from sleep and that relaxation reactions are related to greater
feel ings of rest.26
Other beneficial relaxation techniques include yoga, deep breathing,




25Deborah Bright, Creative Relaxation (New York, NY: Harcourt Brace
Jovanovich, 1979), pp. 22-48.
26lbid.
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individual the opportunity to control personal physiological and psycho¬
logical responses to stress. Individuals can become proficient with
these techniques by consistent effort preferably once or twice daily
whether at home or work. Learning to relax effectively is a skill which
should be mastered for a lifetime of positive results especially in cor¬
rectional environments.
Not only can stress management strategies be used for personal
enhancement, but also for the effective administration of the organization.
Occupational stress can be reduced in an atmosphere of cooperation.
Employees participating in decision-making and organizational policy,
having a careful pre-screening process and developing social support
groups all are methods which lend itself to participatory management.
Additionally, job rotation can be beneficial in minimizing the rout ini za-
tion of the work. Organizations can sponsor stress reduction techniques.
For example, strategies can include: physical fitness and health programs,
recreational activities and human relations training programs.27
Social learning theorists have also promoted a comprehensive model
of human behavior culminating in the development of multifaceted approaches
to stress management. Bandura proposes the need to incorporate cognitive,
physiological and behavior components into stress management approaches
if it is to be a comprehensive model. The social theory of stress can be
divided into four broad categories: relaxation training, cognitive re¬
structuring, behavioral skills training and stress innoculation training.28
27lbid., p. 26.
28a. Bandura, Social Learning Theory (Englewood Cliffs. NJ: Prentice
Hall, 1977), p. 5.
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This multi-faceted approach can serve in a preventive capacity which
would comprehensively reduce stress for correctional officers.
Programs geared to teach correctional officers stress management
strategies would best be served in a preventive capacity. Stress Management
offers the staff members the opportunity to develop the skills necessary
to cope with stress. As with disease, it is more humane and beneficial
to prevent stress than to treat its resulting symptoms.29 The prevention
of stress must be the ultimate goal.
Turnover
Various organizations today are concerned about the serious and on¬
going implications associated with personnel turnover. Turnover refers
to the termination of employees and the hiring of other employees to
replace them.30 Turnover can be termed as voluntary or involuntary and
avoidable or unavoidable. Employees initiate voluntary separations,
while employers initiate involuntary separations. Avoidable separations
are ones the employer has control over such as wages, benefits, hours and
working conditions. Unavoidable separations are ones the employer has no
control over such as illness, retirement, death and pregnancy.31
Turnover, as one authority notes, costs the United States industry
billions of dollars a year. This figure comprises recruitment, hiring,
training and lost productivity, A United States Department of Labor
29julie A. Monoid and Jeanne B. Stinchcomb, "Officer Stress: Costs,
Causes, and Cures," Corrections Today (December 1985): 47.
30joseph C. Augustine, Handbook of Human Resources Administration.
2nd ed. (New York, NY: McGraw-Hill Company, 1986), pp. 61-62.
31lbid
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study indicated that in the 20 to 24 age group, the average worker will
change jobs 6.6 times during his or her lifetime. Those in the 25 to 34
age group will change jobs 4.8 times. Those in the 45 to 54 group can
expect to change jobs 1.4 times before retirement.32
Considerable time, effort and money are expended to attract and
select employees; however, the same cannot be said for retaining them.
Nevertheless, the outcome of controlled turnover can be beneficial to
clear out the deadwood and rejuvenate the organization with new persons,
ideas and directions and/or challenges.
Human resources turnover is a soluable, yet complex issue. The most
generally accepted formula for calculating "gross" turnover is the number
of separations per hundred employees in the workforce during a month or
year.33
TR (Turnover Rate) = S (Separations) x 100
AWF (Average Workforce)
The average workforce is defined as the total number of employees at the
beginning and end of the month or year divided by two. There are varia¬
tions to the above formula if one wants to compute turnover based on such
elements as voluntary quits, dismissals, avoidable separations and unavoid
able separations. The formula for calculating avoidable turnover is:34
TR = T$ (Total Separations) - AS (Avoidable Separations) x 100





The dollar value of replacing employees varies to a large degree
depending on the job, education and training necessary to perform that
job. The American Management Association conservatively estimates that
the turnover cost per rank and file employee will total over $500.35 xo
determine the cost of turnover in an organization, both direct and indirect
expenditures must be examined direct expenditure costs could include
advertisement, interviews, tests, medical examination and training time.
Indirect expenditure might include reduced production, increase workload
and additional overtime to meet deadlines. One study notes that the
minimum direct cost of replacing a competent worker probably ranges from
300 to 700 times the hourly rate for that position.36
Employees are terminated for two main reasons: inability to perform
and unwillingness to perform. Employees should be given proper training
and ample time to perform satisfactory before termination for inability
is decided. Termination due to unwillingness can include absenteeism,
tardiness and inability to follow rules and regulations.
Why do employees voluntarily terminate a job? There are numerous
responses including career advancement, lack of promotional opportunities,
unsatisfactory pay, illness, moving, and retirement. The Human Resource
Department can compile data to analyze the rate of turnover, the cost of
turnover, a profile of the people who are leaving and the positions and
departments that are experiencing the highest turnover rate.
35f. J. Gaudet, "Labor Turnover: Calculation and Costs," American
Management Association Research Study (1960), p. 139.
36Augustine, Handbook of Human Resources Administration, pp. 61-63.
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Employee turnover is a muUi-faceted human resource issue necessitating
a comprehensive approach to combat its effects. Careful consideration
must be given to an examination of the entire process affecting employees.
The reduction of employee turnover can be realized in an organization
through the development and implementation of some of the following criteria
1. Establish pertinent and realistic job
requirements;
2. Improve the recruitment selection process;
3. Promotion from within;
4. Utilize an effective orientation and
training program;
5. Supervisory people management skills;
6. Competitive and equitable salary and
wage package; and
7. Effective grievance and disciplinary
process.37
Effective efforts to reduce turnover can ultimately result in an enhance¬
ment of performance, morale and job satisfaction; thus, a corresponding
reduction in costly turnover for the organization and the employees who
are their most precious resource.
Staffing
Speaking in general terms, the staffing process is a complex network
of events that results in a continuous assignment of human resources to
various functions in an organization. Effective personnel management
(EPM) is the recognition of the importance of a company's workforce as
vital human resources and the utilization of several functions and acti¬
vities to ensure that they are used effectively and legally for the benefit
37ibid., pp. 61-67.
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of the individual, the organization, and society.38 Generally, the
personnel department performs the following functions and activities:
— Planning for human resource needs;
-- Staffing the personnel needs of the
organization;
-- Appraising employee behavior;
-- Compensating employee behavior;
-- Training and career management;
-- Improving the work environment; and
— Establishing and maintaining effective
work relationships.39
The effectiveness of the personnel function can be achieved through the
efficient performance of these four integral areas of a human resource
system.
Effective staffing of personnel in a correctional organization is a
key element toward a successfully operated facility. These staff members
play a decisive role in the day-to-day and long-term needs of the popula¬
tion they service, as well as establishing a safe and secure environment
for offenders, staff and the public. In the performance of their respon¬
sibilities, it is imperative for all members of the staff to function as
a team-part of an integral whole.
The primary aspect to achieve a successfully run organization is a
mission statement that is clearly defined and well publicized. All
employees must be able to answer such questions as, "Why are we here?"
38Randall S, Schuler and Stuart A. Youngblood, Effective Personnel
Management (St. Paul, MN: West Publishing Company, 1986), p. 6.
39ibid., p. 7.
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"What is expected of me?" "What is my role and where does it fit into
the overall picture?"40
The policy of each organization must be to facilitate the recruit¬
ment, retention and promotion of employees of the highest caliber.
Nevertheless, the field of corrections is not a viable career path for
everyone. Special people who are sufficiently oriented and trained, are
a necessity to function in a highly stressful environment. Attracting
the right candidates depends on providing them with proper salaries,
training and opportunities for growth development and advancement through
well-functioning career ladders.41 Additionally, a positive public per¬
ception of the degree of professionalism within corrections improves
community relations immensely.
Staff must be furnished with clear lines of authority and spheres of
responsibilities. Subsequently, members can be held accountable for job
performance. Each organization should institute codes of ethics and
conduct for all employees to aid in defining expectations. These codes,
which can be tailored to meet the needs of the individual agency, should
be based on principles established by professional organizations such as
the American Association of Correctional Officers, American Probation and
Parole Association, American Association of Correctional Training Person¬
nel, Correctional Education Association and the American Correctional
Association.42
40William Ciuros, Jr., "Line Staff - They Make It Work," Corrections




Training and staff development are other essential elements to ensure
proper execution of job responsibilities. Training can encompass a
variety of areas — basic, specialized, technical, in-service, supervisory,
and management coupled with experience — all aimed at preparing the
staff to effectively handle the myriad of situations they encounter each
work day. A well organized, efficiently managed, comprehensive, on-going
training program is imperative for a productive correctional environment.
A comprehensive training program encompasses levels or degrees of training.
Each unit of training has a specific purpose and ultimately should congeal
into a cohesive agency plan.
In addition, valuable feedback to staff on how effectively they are
performing their job functions is an essential element to utilize even
though the performance appraisal process. Exceptional achievements and
superior performance should be rewarded to enhance employee morale and
job satisfaction.
The effective utilization of staff is a vital element to the efficient
performance of any organization. Consequently, personnel policies and
programs must be geared toward this goal. Training is management's prin¬
cipal tool to ensure that all staff members especially in corrections are
cognizant of their role as it related to the goals of the organization
and how to maintain skill proficiency to carry out this objective.
IV. METHODOLOGY
The major research tool utilized in this study was descriptive
analysis. Descriptive analysis is a research tool used to describe
situations and events.!
The primary data were obtained from the writer's first hand obser¬
vation of the phenomenon. A survey instrument was administered orally in
addition to personal interviews with the seventeen (17) staff ment»ers.
Secondary data were obtained from books, journals and internal WDC records.
lEarl R. Babbie, The Practice of Social Research (Belmont, CA:
Wadsworth Publishing Company, Inc., 1979), p. 86.
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V. ANALYSIS AND DISCUSSION
The survey instrument utilized in this study facilitates the analysis
of the impact of stress and other selected factors such as turnover and
staffing on the employees at the Women's Diversion Center. All seventeen
(17) female staff members ranging in age from 23 to 55, participated in
the survey.
The survey instrument is adopted from "The 9 to 5 National Survey on
Women and Stress."! It focuses on factors contributing to "psychosocial"
stressors and "mediators" of stress. Mediators are elements that can
moderate, ameliorate and counteract the impact of stress. An examination
of the psychosocial workplace stressors is grouped into the following
four areas:
1. Stressors in job design. These stressors include
lack of control over time pressures and workload,
long working hours or overtime, lack of input into
decisions about how work is organized, under uti¬
lization of skills, responsibility without authority
to make decisions.
2. Problematic work relations. These stressors include
lack of respect or recognition, ineffective or non¬
existent grievance procedures, hostility or discord
between supervisors or between co-workers at the same
level.
3. Socio-economic stressors. This group of stressors
include low pay, job immobility, fulfilling home
and family responsibilities, increased pressures
from turnover absenteeism.
I9 to 5 National Association of Working Women, The 9 to 5 National




4. Health Stressors. These stressors include lack
of physical exercise, alcohol and drug consump¬
tion, lack of wel 1-balanced diet, medical problems.2
The responses from the employees produced important indexes of
stressors in job design congruent with findings in previously stated
studies. These findings indicated that staff members at the WDC regard
organizational/administrative problems as major obstacles impacting upon
the effective delivery of services. Research shows that the existence of
occupational stress is prevalent when staff members lack participation in
decision-making; are overworked and the level of staffing is inadequate
for the needs of the environment.
As previously stated, the employees were asked to respond to these
statements by checking never, sometimes, often and always in order to
ascertain stressors in job design at the WDC.
Stressors in Job Design
Goals and objectives are clearly defined.
Never Sometimes Often
2 12 ~~J~
My job description reflects my responsibilities.
Never Sometimes Often
7 7
I have input into decision-making.
Never Sometimes Often
2 9 4














Never Sometimes Often Always
0 1 2 14
The findings for stressors in job design illustrates the need for
effective administrative decision-making among staff members. Almost all
of the respondents, 16, viewed the level of staffing as inadequate. In
addition, a significant number, 14, noted always for the excessive nature
of their workload. Ultimately, a direct correlation exists between effec¬
tive delivery of services and the adequacy of staff to perform the job
requirements. Supporting research conducted at the University of Nebraska
reported that the top cause of occupational stress for women is a heavy
workload.3
The need for accurate job descriptions for the incumbents within an
organization cannot be denied. Without a clear delineation of functions,
employees normally react negatively to assignments beyond the scope of
their job description. The fact that seven (7) respondents in each case
indicated "Never" or "Sometimes" to the statement that, "My job descrip¬
tion reflects my responsibilities" is very troubling. Such a response is
usually indicative of dissatisfaction with either the job or the job envi¬
ronment and a potential source of stress.
An organization involved in corrections must have an environment
conducive to staff members having an active input in the decision-making
process. Nine (9) respondents indicated "Sometimes", two (2) "Never",
four (4) "Often", and two (2) "Always" to having an input into decision¬
making. Twelve (12) reported "Sometimes" to goal and objectives being
clearly defined.
^"Stress Affects Men and Women Differently," p. 130.
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Worker participation in the decision-making process is the cornerstone
of successful organizations in this era. By participating in organiza¬
tional decision-making, workers become committed to the policy outcomes
and fully support these decisions. Worker participation, therefore, has
become not only a way of ensuring organizational loyalty, but also a
means of preventing attempts to sabotage organizational decisions. An
organization that actively supports and encourages worker participation
in decision-making creates a conducive work environment as well as reduces
potential stressors. In addition, Margolis, Kroes and Quinn concluded in
their research that lack of participation in decision-making is the most
substantive source of stress among correctional personnel .4
The following data reflect vital elements of stressors in work
relations:
Stressors in Work Relations
Employee morale is low.
Never Sometimes Often
~T~ 7 -T-
Channels of communication are open.
Never Sometimes Often
0 13 3
There are effective grievance procedures.
Never Sometimes Often
0 n 6











^Margolis, Kroes, and Quinn, "Job Stress," p. 659
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I have problems with people I supervise.
Never Sometimes Often Always
0 0 2 15
The stressors relative to work relations produced interesting
results. Over half of the staff members, 10, responded "Often" to
"Employees are treated with respect." Due to the small number of staff
members at the WDC and the interdependent nature of their job functions,
cooperation among staff members is a must. Regarding open channels of
communcation, 13 indicated "Sometimes" to channels of communication are
open. Staff members work together as a cohesive whole; hence, the propen
sity to be positive for the good of the group can stifle individual
needs. Over 3/4 of the staff members, 15, stated "Always" to having
problems with people they supervise. Lombardo asserts that the three
general areas of stress in corrections is poor communication, powerless¬
ness and inmates.5 Seven (7) staff members responded "Sometimes" and
"Often" to "Employee morale is low." Occupational stress and the con¬
curring burnout syndrome play a major role in low employee morale as
concluded by psychologist, Christina Maslach.6
The following data highlight important factors of stressors in socio
economic relations:
Stressors in Socio-Economic Relations
Career and advancement is available.
Never Sometimes Often Always
5 9 ~T“ 0
^Lombardo, "Occupational Stress," p. 10.
^Maslach, "Burned-Out," p. 16.
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Level of pay commensurate with responsibilities.
Never Sometimes Often
15 2
Fringe benefits are adequate.
Never Sometimes Often
4 8 4









Socio-economic stressors impact upon the staff members in diverse
ways. A very significant number of the respondents, 15, indicated "Never"
to "Level of pay commensurate with responsibilities." A little less than
half of the staff members or 8 reported "Sometimes" to "Fringe benefits
are adequate." These findings illustrate the lack of adequate economic
rewards for the employes. The WDC is understaffed, the current staff is
overworked and as a result, workers are dissatisfied with their income
and compensations package. Also, without substantial resources, career
training for staff members is nonexistent. Thus, 5 reported "Never" to
"Career advancement is available." In addition, career training provides
a time to develop and grow professionally which in turn enhances one's
personal life. Research shows that the practice of time-out (such as
attending professional conferences, workshops, and other development
opportunities) is a viable tool to implement in the reduction of stress.^
Another factor to examine is the nexus between professional life and
personal relationships. Seventy-one percent or 12 staff members answered
^Moracco, "Stress: How Corrections Personnel," p. 23.
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"Sometimes" to "Family or personal relationships are stable." A cohesive
blend of work and play is essential for a healthy aura.
This data support the conclusion by William Ciuros, Jr. that the
field of corrections is not a career choice for everyone, subsequently,
to function effectively in this highly stressful arena, it is imperative
that staff members be provided with proper salaries, career opportunities
and training.8
The following data provides prevalent indexes of stressors in health
relat ions:
Stressors in Health Relations






I have lost time from work due to health reasons.
Never Sometimes Often
0 5 12
I experience frequent fatigue or exhaustion.
Never Sometimes Often
0 3 5













Sciuros, "Line Staff - They Make It Work," p. 24.
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I experience frequent headaches.
Never Sometimes Often Always
0 4 12 1
Equally important in the analysis of occupational stress is the
existence of stressors in health relations. The writer cannot ascertain
in this study the extent to which various health problems correlate with
stress due to the complex variables involved when examining illnesses.
On the other hand, research has linked specific afflictions with stress
in corrections. For example. Cheek and Miller's study revealed higher
incidences of hypertension, ulcers, gout, etc. in correctional officers
than police officers surveyed.^ Furthermore, the medical community has
championed the cause for increased awareness of the potential effects of
stress-related illnesses in various occupations particularly corrections.
Fifteen (15) or 88 percent of respondents consume alcohol often.
Ten (10) stated never to utilizing a form of exercise. Twelve (12)
reported often to lost time from work due to health reasons. Twelve (12)
responded often to experiencing frequent headaches. Over half of the
staff members (53 percent) experience frequent headaches. These findings
are overwhelming in their implication of the lack of physical healthiness
among staff at the WDC. Excessive consumption of alcohol; a high percent¬
age of absence from work due to health reasons; insufficient exercise and
recreational outlets; frequent fatigue and headaches all are symptoms of
occupational stress. The predominance of these factors can only have a
negative impact on the staff members and ultimately on the work environment
^Cheek and Miller, "Experience of Stress," p. 110.
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and the delivery of services. Lastly, in a personal interview with the
superintendent three months after the survey was conducted, the writer
was informed that six staff members were treated by physicians who
diagnosed each health problem as stress related.
The writer reviewed internal WDC records to gather information on
the number of turnovers that had occurred since the opening of the Center
in 1980 to 1985. By December, 1985, the seventeen (17) original staff
members who had participated in the survey were no longer at the Center.
Center documents examined did not contain exit interview information
necessary to draw conclusions as to why staff members left. Although,
the rate of turnover showed the maximum longevity of employment for its




Rate of Turnover at WDC
Source: Internal Women's Diversion Center records.
^^Interview with Jacqueline Golden, Women's Diversion Center, Atlanta,
Georgia, 12 October 1932.
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In a span of five years, the original seventeen (17) staff members
were no longer working at the EDC. Examining Figure 2, the rate of turn¬
over steadily increased from 3 in 1982 to 3 in 1984. From the inception
of the program to 1982, there was no turnover whatsoever. However, by
1984, sixteen staff members have departed. 1984 showed the highest rate
of turnover of 8 in personnel and by 1985 only one original staff members
remained. Interesting enough, the last staff member to depart was the
superintendent. It is reatsonable to assume that since this individual
founded the program, she probably considered it her brainchild.
Turnover is an important indicator of productivity. It represents
the efficiency with which an organization uses its workforce, capital,
material, and energy resources to produce its product.il Hence, the
presence of turnover can impact negatively on the ability of the WDC to
operate the Center effectively. Human resource costs for staffing,
training and development exact a high price for the organization when
turnover exists. Staff members are valuable resources to retain with
needed skills and expertise.
llSchuler and Youngblood, Effective Personnel Management, p. 15.
VI. CONCLUSION AND RECOMMENDATIONS
Today's work environment has become increasingly more complex and
demanding due to the nature of an ever changing industrialized society
especially in the field of corrections. Hence, the emergence and prolifera¬
tion of stress and its myraid of ramifications necessitates the adoption
of viable stress management strategies for staff members at the WDC. The
implementation and utilization of these approaches will have a positive
effect on the staff members both in their professional and in personal
1ives.
The findings of this research illustrates the importance of effective
personnel management and administration to ameliorate the effects of
stress on the staff members of the WDC. Participation in decision-making,
adequate staffing and career development and training, sufficient salary
and compensation package, atmosphere of cooperation and open channels of
communication coupled with proper health maintenance are all vital elements
necessary for a conducive and stress-reduced work environment. In
addition, the reduction of turnover and absenteeism will increase the
performance and productivity of the WDC. Ultimately, the quality of work
life will be enhanced to enable individual and professional needs to be
met by the organization. Staff members actively involved in the decision¬
making process will register higher job satisfaction, experience less
stress and have healthier minds and bodies.
The development and implementation of stress management strategies
are imperative to ameliorate stress and its related factors such as
33
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turnover, staffing and absenteeism at the WDC. The research and findings
presented here suggest that a comprehensive program would be the most
effective method to adopt. This method should incorporate various elements
to utilize combining effective administration with personal enhancement.
Ultimately, the organization will prosper in this marriage.
The writer recommends the WDC should initiate a multi-faceted approach
to reduce the level of stress. The management of the WDC should:
1. Create an environment in which staff members
can participate in decision-making;
2. Enhance in-house awareness of stress and its
consequences;
3. Adopt in-house stress management programs
to learn and practice relaxation techniques,
visualization, meditation, yoga and any
strategy deemed appropriate by staff members;
4. Advocate the adoption of healthier lifestyles
and the importance of proper diet, sleep and
exercise;
5. Generate more resources to alleviate adminis¬
trative problems associated with levels of
staffing, workload and turnover;
6. Provide better career training and advancement
opportunities; and
7. Develop effective time management skills.
The meshing of the above components into a cohesive whole will have long
range benefits for the staff members, the organization and ultimately,
society in the amelioration of stress.
APPENDIX A
A SAMPLE COPY OF THE SURVEY INSTRUMENT
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Survey Instrument
Please respond to these statements by indicating Never, Sometimes,
Often, Always.
















I find my work interesting
or challenging.
I feel lonely or isolated at
work.
People work well together.
Employees are treated with
respect.
Goals and objectives are
clearly defined.




I can count on support from my
co-workers.
I can count on support from my
supervisor.
I have problems with people I
supervise.
My job description reflects my
responsibilities.
Channels of communication are
open.




Career advancement is available.




17. Employee morale is low.
18. Level of pay commensurates with
responsibilities.
19. Fringe benefits are adequate.
20. I experience frequent fatigue
or exhaustion.
21. I experience one or more of
the following medical problems:
high blood pressure, heart
disease, ulcer, colitis,
gastritis,
22. I drink alcohol.
23. I use non-prescribed medicine.
24. I use prescribe medicine.
25. I eat well-balanced meals.
26. I utilize a form of exercise
routinely.
27. I have lost time from work
due to health reasons.
28. I am late for work.
29. I participate in extracurricular
activities.
30. Family or personal relationships
are stable.
31. I experience frequent depression.
32. I experience frequent "nerves",
tension, anxiety.
33. I experience frequent digestive
problems, stomach pains, heart¬
burn.





35. I experience frequent headaches.
Often Always
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